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ESTONIA x UKRAINE / REFORM DIALOGUE

. . ® Universities
Connecting policy reform , Estonia

with university practice

One shared conversation across partners
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Rector-level dialogue, peer
learning and a sector-wide
perspective

Reform priorities, regulatory

Project coordination and Real-world experience, testing
choices and public responsibility

academic expertise reforms and identifying needs

WHAT THIS PRODUCED 2 analytical reports Visits & peer exchange Reform dialogue
(tb published)
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ZNU: Facts and Figures
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ZNU: Key Challenges for
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L\ ™\ Frontline Universities

% During the War

1)Extreme uncertainty
2)Loss of students and human capital
3)Damage to physical infrastructure
e 6 targeted attacks in 2026
* Over 80% of campus infrastructure
damaged, with 40% damaged significantly
or destroyed beyond repair
* Documented losses over UAH 400 min
4)Financial instability and limited resources
5)Disruptions to education and research
6)Psychological stress and staff burnout
7)Threats to institutional sustainability



Phase 1: Building the Foundations

P
A1 Institutional capacity

Diagnosis

Tools
academic portfolio, digital management,

research, institutional
processes

governance, audit
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Optimisation of academic programmes and structure

Evidence-based changes to the educational portfolio | 2025 to 2026

(" N\ )

Bachelor's programmes Master's programmes

85 68 78

2025 2026 2025 2026
- J y,
NEW EDUCATIONAL PROGRAMMES STRUCTURAL OPTIMISATION
- Merged and reorganised departments offering
3 research-oriented 2 interdisciplinary programmes in the same fields of study.

professional
Stronger academic staff capacity ¢ no internal competition during
admissions

% Zaporizhzhia National University



Underground campus: a concept for continuity
University resilience and safe learning spaces under extreme pressure




Phase 2: Institutional Transformation

Level 1. Strategic Governance and Accountability
strategy, governance architecture, KPI/OKR, risk management

Level 2. Academic Quality and Institutional Capacity
portfolio review, research priorities, digital governance, QA & integrity

Level 3. Human Capital and Organisational Development
HR policy, grading, performance management, staff development

Level 4. Institutional and Financial Sustainability
diversified revenues, endowment, property and investment management




Level 1. Strategic Governance and
Accountability

=

/ Expected
ﬂ results

. OLrategy, leadership and
oversight aligned
Transparent and ac-

1Y phase 1

OKR and SKR
Integrated audit and risk

management
Governance architecture

countable governance

Zaporizhzhia National University




Strategic Report,

-
University Governance System Development Strategy, :
: ty : ; Sy Roadmaps, Memos Supervisory Board
Zaporizhzhia National University o~ 5 : : 2 :
Ll of Zaporizhzhia National University
/~ 2\ . . .
Annual Joint Strategic Session : S
Academic Council D — (strategic discussion) [ < Ov%rs 'ghetc % Strtztzg;c; rgu:;iatnie h z“p ot
L 3 Academic Council « Supervisory Board | OfpECHon N3/, e COr
i Y 3 2
Other university governance bodies Advisory Committees
(established by the Supervisory Board with university participation)
Rectorate, s )
: : B Finance, Audit and Risk Committee
University Staff Conf?r ence, l Financial sustainability, audit, risk management ) <
Student Council = = =
(and other collegial bodies) —>» Human Capital Development Committee <
L ) People, leadership, organisational development \
v | ('V Educ;a)ﬁ Qual&y, Research and Innovation Commi:ttee \
> L Teaching and learning, research, innovation ) <
»l( Strategic Partnerships, Recovery and Resource Mobilisation Committee ) <
¥ Partnerships, reconstruction, fundraising, infrastructure y
/ Analytical materials,
[ e i 2 s s o e O R S8 AR DO R <o o e S o 0 it 1
: / draft decisions / :
( v M) = * R - 4
To the Academic Council To the Rector / Rectorate To the Supervisory Board
(for matters within its competence) (for implementation within executive powers) (for matters within its competence)
e.g. academic policy, educational programmes, e.g. operational measures, resource allocation, e.g. oversight, strategic decisions,
I research strategy ) L implementation of initiatives | l; approval of key initiatives

Key features of the advisory committees:

« Chair: member of the Supervisory Board
» Composition: 5-7 persons, approved by the Supervisory Board

« Selection of members: by position and based on relevant expertise

(CV-based, additional questionnaire)
 Scope of work: up to 30 working days per year

Legend:

—gp  Participation / input / referral of issues ”
— — — -  Recommendations / reporting

e e Provides input for 5
4—) Joint work / dialogue o’

Advisory committee

Key elements of the joint strategic session:

Co-chairing: representative of the Supervisory Board
and the Chair of the Academic Council

Procedure: agreed agenda, discussion within the competence
of each body, voting, minutes and decisions

Outcome: agreed strategic directions, roadmaps and memos



Level 2. Academic Quality and Institutional
Capacity

i czm il D

Institutionalized review
cycles for strategic decisions
upon portfolio

Quality culture and QA
cycles

Digital governance

Evidence-based resource
allocation
Institutional integrity system

Zaporizhzhia National University




Level 3. Human Capital and Organizational

Development
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1Y phase1_

Pay grade system
Structure, staffing and staff
development linked to
strategy

360° survey strengthening
leadership selection

Zaporizhzhia National University
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Transparent performance
and remuneration
Strong leadership pipeline
and organizational capacity




Supervisory Board

..‘ STRATEGIC OVERSIGHT AND DEVELOPMENT

Rector

STRATEGIC LEADERSHIP
OF THE UNIVERSITY

and Business

J

Humanities and Arts

‘ s ‘ ™ I l = f l
Vice-Rector for Financial Vice-Rector for Research Q Vice-Rector for Education Vice-Rector for International
i I' Sustainability and Management and Innovation ) QUALITY EDUCATION. and Project Activities
FINANCE. RESOURCES. RESEARCH. INNOVATION. STUDENT-CENTREDNESS. INTERNATIONAL COOPERATION.
EFFICIENCY DEVELOPMENT ACADEMIC DEVELOPMENT PROJECTS. INTEGRATION
. J . J &
N e T S ML . S : |
== 09e ﬁ o%e
= g n E Q 2 > L...J a d@®n E (Ro
Finance & HR Legal & Research Innovation & Doctoral Academic Quality Student Affairs / ~ International Project Mobility &
Budgeting Administration Office Grants Support Affairs Assurance | Digital Learning Office Office Partnerships
KEY CENTRAL SERVICES
ACADEMIC UNITS (FACULTIES AND INSTITUTE)
Faculty of Law and Faculty of Modern Languages | | Faculty of Economics o Faculty of Social Sciences,
: 5 : . ®
Public Administration and Literatures | m I I

5
A

Law + Sociology and Governance
(Public Administration programmes)

Faculty of Physical
Culture and Sports

unchanged

fa

|

Philology + Foreign Philology |

@

Faculty of Social Pedagogy
and Psychology

unchanged

Economics + Management

Faculty of Natural and
Exact Sciences

Biology + Mathematics

History + Sociology and Management
(Political Science, Sociology) + Journalism +
Design (from Social Pedagogy and Psychology)

Q Engineering Institute

unchanged



Level 4. Financial Autonomy and Institutional
Sustainability
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Expected
results

Transition to a state non-
profit company
Establish an endowment

(s  (Copacity to finance long-
term infrastructure and
investment

Investment and borrowing More active and

instruments for long-term
development

accountable asset
management

Zaporizhzhia National University




Current model (2025)

High dependence on state funding and paid services

1.0% 1.1%
3.3% L

Total income

UAH 490.5 min

State budget funding
UAH 290.1 min (59.1%)

Paid services
(education, other services)
UAH 173.6 min (35.4%)

Other income
(exchange operations)
UAH 5.3 min (1.1%)

Transfers
UAH 5.0 min (1.0%)

Other non-exchange income
UAH 16.4 min (3.3%)

Targeted capital & infrastructure
funding (separate flow)
UAH 7.4 mln

Key issue: 35.4% of total income comes from paid services,
creating a high dependence on tuition and other service revenues.

Key changes enabled by the new regulatory framework

E5
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Target model (Phase 2)
Diversified, resilient and sustainable funding base

State budget fundi
& 4Sa.\_5eo9: get funding

@ Tuition / paid education
15-20%

Research & commercialisation
10-15%

International grants and projects
5-10%

Balanced 45-50%
& diversified
revenue mix

Endowment returns
5-8%

Property and asset income
3-5%

10-15%

Consulting / CPD / services
2-3%

Investment / borrowing instruments
2-4%

Result: reduced dependence on paid services,
new long-term income streams and greater financial autonomy.

i o) 9,

Endowment Transition to a state Commercialisation vehicles Investment & borrowing Property management Integrated governance

. non-profit compan s ; : i
Permanent capital P Py Legal entities for innovation ST Active use and transactions Financial planning, internal

for long-term stability More flexibility and technology transfer Funding for strategic with real estate and external audit
in financial and asset management infrastructure and development



Scale the
learning,
not the model

Every university has its
own story, constraints
and ambitions.

o . .
OUR NEXT CHALLENGE UnlvefSItleS
o Estonia

“ Start with purpose

What is this university trying to change — and why?

G Make leadership exchange deeper

Create honest, practical rector-to-rector learning — including what did not
work.

° Shorten the learning cycle

Make experimentation, open reflection and timely correction part of
reform.

Authority + instruments + accountability + trust



Where EUA and its members could support Phase 2

Practical expertise, tools and partnerships for university autonomy reform

EXPERT REVIEW AND EVALUATION

EUA Solutions + Institutional Evaluation Programme: governance model, reform outcomes

MONITORING AND EFFICIENCY

University Autonomy Scorecard + University Efficiency Hub: progress, restructuring, planning

DIRECT KNOWLEDGE TRANSFER

Amidex Foundation: fundraising; Atlantic TU: financial planning; Estonian universities: governance and HR

>

Expert reviews ¢ mentoring « workshops ¢ short staff exchanges

( )

OUR PROPOSAL Explore a joint Erasmus+ Capacity Building project

Pilot universities + the Ministry + EUA + European partners | ZNU as a frontline autonomy case study

Zaporizhzhia National University
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